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Running Ahead: Metrics
Abstract
The summer vacation trip was about to begin. The mini-van was packed with a map and set of directions ready
for the long drive. There was anticipation and excitement as everyone jumped into the vehicle. Less than an
hour into the trip the enthusiasm faded, marked by the familiar question..."Are we there yet?"
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I N T R O D U C T I O N  
T h e  s u m m e r  v a c a t i o n  t r i p  w a s  a b o u t  t o  b e g i n .  T h e  m i n i - v a n  w a s  p a c k e d  w i t h  a  m a p  a n d  s e t  o f  
d i r e c t i o n s  r e a d y  f o r  t h e  l o n g  d r i v e .  T h e r e  w a s  a n t i c i p a t i o n  a n d  e x c i t e m e n t  a s  e v e r y o n e  j u m p e d  
i n t o  t h e  v e h i c l e .  L e s s  t h a n  a n  h o u r  i n t o  t h e  t r i p  t h e  e n t h u s i a s m  f a d e d ,  m a r k e d  b y  t h e  f a m i l i a r  
q u e s t i o n  . . .  '~ewe t h e r e  y e t ? "  
E n r o l l m e n t  m a n a g e m e n t  r e s e m b l e s  a  l o n g  r o a d  t r i p .  A m b i t i o u s  r e c r u i t m e n t  a n d  r e t e n t i o n  
g o a l s  a r e  s e t ,  p o l i c i e s  a n d  p e r s o n n e l  a r e  a l i g n e d  t o  m e e t  t h e  g o a l s ,  a n d  a  n e w  a d m i s s i o n s  c y c l e  
b e g i n s .  A  m o n t h  o r  t w o  i n t o  t h e  c y c l e ,  c o l l e a g u e s  b e g i n  a s k i n g ,  " H o w  a r e  t h e  n u m b e r s ? "  " W i l l  
w e  m e e t  t h e  g o a l  a g a i n ? "  
O n e  s o l u t i o n  t o  r o a d  t r i p  b o r e d o m  i s  t o  t r a c k  m i l e s t o n e s :  a s  e a c h  i s  p a s s e d ,  i t  c a n  b e  c h e c k e d  
o f f  t h e  l i s t .  G P S  d e v i c e s ,  m a p s ,  a n d  c a l c u l a t i n g  m i l e s  p e r  h o u r  b a s e d  o n  s p e e d  c a n  i n f o r m  p r o g -
r e s s .  M o n i t o r i n g  p r o g r e s s  t o w a r d s  e n r o l l m e n t  g o a l s  i s  m o r e  c o m p l e x ,  b u t  e n r o l l m e n t  m a n a g e r s  
c a n  u s e  a  v a r i e t y  o f  t o o l s  a n d  t e c h n i q u e s  t o  t r a c k  p r o g r e s s ,  w a r n  o f  p o t e n t i a l  h a z a r d s ,  a n d  i d e n -
t i f y  m i l e s t o n e s  y e t  t o  b e  a t t a i n e d .  
U s i n g  M e t r i c s  i n  S t r a t e g i c  E n r o l l m e n t  M a n a g e m e n t  
S i m p l y  s t a t e d ,  a  m e t r i c  i s  a  q u a n t i t a t i v e  m e a s u r e m e n t .  A  m e t r i c  c a n  b e  u s e d  t o  m e a s u r e  p e r -
f o r m a n c e ,  p r o g r e s s  t o w a r d  a  g o a l  o r  t h e  q u a l i t y  o f  a  c e r t a i n  p r o c e s s  o r  o p e r a t i o n .  T h e  u s e  o f  
m e t r i c s  i n  e n r o l l m e n t  m a n a g e m e n t  i s  n o t  n e w ;  m e t r i c s  s u c h  a s  e n r o l l m e n t  n u m b e r s ,  t u i t i o n  r e v -
e n u e ,  r e t e n t i o n ,  a n d  g r a d u a t i o n  r a t e s  a r e  c o m m o n l y  u s e d  a n d  u n d e r s t o o d  ( B o n t r a g e r  2 0 0 4 a ) .  
I n s t i t u t i o n s  p r o v i d e  m e t r i c s  f o r  f e d e r a l  r e p o r t i n g  p u r p o s e s ,  a n d  p a r e n t s ,  s t u d e n t s ,  l e g i s l a t u r e s ,  
a n d  g o v e r n i n g  b o a r d s  r e v i e w  t h e s e  m e t r i c s  a s  i n d i c a t i o n s  o f  i n s t i t u t i o n a l  q u a l i t y .  T h e s e  t y p e s  
R u n n i n g  A h e a d :  M e t r i c s  
1 3 1  
Strategic Enrollment Management: Transforming Higher Education 
of metrics are used primarily to measure performance: Was the university successful in meeting 
its enrollment goals? How does a college's graduation rate compare to that of another college? 
In addition to using metrics as performance measures, metrics can be used for purposes of 
planning and management (Brinkman and Mcintyre 1997). Enrollment management metrics 
often use the student as the unit of measurement. As Bean (1990) stated, "Enrollment manage-
ment has a particular concern for the size and character of the student body, and therefore, part 
of the vision for enrollment management needs to include students as benchmarks of strategic 
success" (42). Will we meet our new student enrollment goal based on the number of students 
in our applicant pool? How many prospective student inquiries are needed to reach our enroll-
ment targets for specific majors? Are there specific segments of the population (i.e., first genera-
tion, low income, etc.) that behave differently than others? 
This chapter will focus on developing metrics for strategic enrollment management (SEM). 
In his article describing SEM, Bontrager (2004a) grouped SEM metrics into four categories: 
recruitment metrics, marketing and communication metrics, retention metrics, and financial 
metrics. This chapter will not cover all these areas, but will provide examples detailing the 
process of developing metrics: how metrics can be used in predicting and planning new and 
continuing student enrollment, and how metrics can be used for strategic planning-especially 
for monitoring such things as academic progress, student persistence and graduation rates. The 
case studies and examples have been developed to provide a context for the larger discussions 
on metrics. The chapter will close with suggestions on how institutions can align personnel and 
resources in ways that support the development and use of metrics. Through case studies, ex-
amples, and discussion, the goal of this chapter is to assist those interested in SEM gain a clearer 
understanding of the use, applicability, and importance of metrics. 
USING METRICS FOR PLANNING AND PREDICT! NG NEW 
& CONTINUING ENROLLMENT 
Case Study University 
Case Study University (CSU) is a regional, public institution with an average incoming freshman 
class of 3,000 students. CSU's enrollment primarily consists of students from within a 200 mile 
radius of campus. The number of high school graduates in that area is projected to decline over the 
next five years, which will likely impact CSU's enrollment. Three years ago CSU began expanding 
its recruitment efforts to other geographic areas in anticipation of the decline in its key market. 
The efforts have resulted in increased enrollment from these areas. CSU has published "admissions 
reports" (counts of applicants, offers, deposits) the first of each month for several years. 
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A s  e n r o l l m e n t  g o a l s  a r e  d e v e l o p e d  f o r  t h e  u p c o m i n g  y e a r ,  t h r e e  q u e s t i o n s  n e e d  t o  b e  
a d d r e s s e d :  
•  H o w  m a n y  i n q u i r i e s ,  a p p l i c a n t s ,  a n d  a d m i t t e d  s t u d e n t s  a r e  n e e d e d  t o  r e a c h  t h e  e n r o l l -
m e n t  g o a l  o f  3 , 0 0 0 ?  
•  B a s e d  o n  t h e  c u r r e n t  n u m b e r  o f  p r o s p e c t i v e  s t u d e n t s  a n d  p a s t  t r e n d s ,  w h a t  w i l l  b e  n e x t  
y e a r ' s  n e w  s t u d e n t  e n r o l l m e n t ?  
•  W h a t  m e t r i c s  s h o u l d  b e  d e v e l o p e d  t o  m o n i t o r  t h e  p r o g r e s s  t o w a r d  t h i s  g o a l ?  
U s i n g  M e t r i c s  f o r  R e c r u i t m e n t  P l a n n i n g  
S t r a t e g i c  e n r o l l m e n t  m a n a g e r s  f r e q u e n t l y  u t i l i z e  t h e  a d m i s s i o n s  f u n n e l  a s  a  w a y  t o  v i s u a l i z e  
a n d  d e s c r i b e  t h e  a d m i s s i o n s  c y c l e .  T h e  a d m i s s i o n s  f u n n e l  d e s c r i b e s  t h e  v a r i o u s  s t a g e s  s t u d e n t s  
p a s s  t h r o u g h  i n  a n  i n s t i t u t i o n ' s  a d m i s s i o n s  p r o c e s s .  I t  b e g i n s  w i t h  a  l a r g e  p o o l  o f  p r o s p e c t s  a n d  
t h e n  n a r r o w s  d o w n  t o  i n q u i r i e s ,  a p p l i c a n t s ,  o f f e r s  o f  a d m i s s i o n  f r o m  t h e  i n s t i t u t i o n ,  d e p o s i t s  
f r o m  s t u d e n t s  t o  s i g n i f y  e n r o l l m e n t ,  a n d  f i n a l l y ,  e n r o l l m e n t .  " T h e  f u n n e l  c a p t u r e s  t h e  r a t e s  o f  
m o v e m e n t  o f  p r o s p e c t i v e  s t u d e n t s  t o w a r d  e n r o l l m e n t  a t  k e y  i n t e r v a l s ,  s u c h  a s  t h e  p e r c e n t a g e  o f  
a d m i t t e d  s t u d e n t s  w h o  e n r o l l "  ( N o e l - L e v i t z  2 0 0 9 ,  3 ) .  H o w e v e r ,  a s  B o n t r a g e r  ( 2 0 0 4 b )  p o i n t s  
o u t :  " I n  r e a l i t y ,  r e c r u i t i n g  a n d  r e t a i n i n g  s t u d e n t s  i s  m o r e  l i k e  c l i m b i n g  a  m o u n t a i n .  I t  r e q u i r e s  
c a r e f u l  p l a n n i n g ,  e f f e c t i v e  e x e c u t i o n ,  a n d  t e c h n i c a l  s k i l l "  ( 1 0 ) .  M e t r i c s  c a n  b e  u s e d  t o  a s s e s s  t h e  
v a r i o u s  s t a g e s  o f  t h e  a d m i s s i o n s  p r o c e s s .  
F o r  t h i s  c h a p t e r  t h e  f o l l o w i n g  t e r m s  a r e  u s e d  t o  d e s c r i b e  t h e  s t a g e s  o f  t h e  r e c r u i t m e n t  c y c l e :  
•  P r o s p e c t s  - S t u d e n t s  w h o  w i l l  b e  i n v i t e d  t o  a p p l y  t o  t h e  i n s t i t u t i o n  
•  I n q u i r i e s  - P r o s p e c t i v e  s t u d e n t s  w h o  c o n t a c t  t h e  i n s t i t u t i o n  
•  A p p l i c a n t s  - P r o s p e c t i v e  s t u d e n t s  w h o  s u b m i t  a n  a p p l i c a t i o n  
•  O f f e r s  - P r o s p e c t i v e  s t u d e n t s  w h o  a r e  o f f e r e d  a d m i s s i o n  
•  D e p o s i t s  - P r o s p e c t i v e  s t u d e n t s  w h o  h a v e  p a i d  t h e i r  e n r o l l m e n t  d e p o s i t  
•  E n r o l l e d  - S t u d e n t s  w h o  a r e  c o u n t e d  a s  e n r o l l e d  o n  t h e  o f f i c i a l  c e n s u s  d a t e  
E n r o l l m e n t  m a n a g e r s  n e e d  t o  e x a m i n e  t h e  r e c r u i t m e n t  c y c l e  f r o m  b o t h  s i d e s  - l o o k i n g  a t  
t h e  n u m b e r  o f  p r o s p e c t s  n e e d e d  i n  o r d e r  t o  e n r o l l  a  c e r t a i n  n u m b e r  o f  s t u d e n t s ,  a n d  p r o j e c t i n g  
e n r o l l m e n t  b a s e d  o n  a  c e r t a i n  n u m b e r  o f  p r o s p e c t s .  I n  p l a n n i n g  t h e  r e c r u i t i n g  c y c l e ,  w i t h  t h e  
e n r o l l m e n t  t a r g e t s  i n  h a n d ,  t h e y  c a n  d e t e r m i n e  t h e  n u m b e r  o f  a p p l i c a n t s  ( o r  a n y  o t h e r  s t a g e  i n  
t h e  r e c r u i t m e n t  c y c l e )  r e q u i r e d  a t  a n y  s p e c i f i c  p o i n t  i n  t i m e  w i t h i n  t h e  r e c r u i t m e n t  c y c l e .  T h i s  
m e t h o d  p r o v i d e s  p l a n n i n g  m e t r i c s  a s  b e n c h m a r k s  t o  k n o w  h o w  m a n y  p r o s p e c t i v e  s t u d e n t s  a r e  
r e q u i r e d  a t  e a c h  s t a g e  t o  a c h i e v e  t h e  e n r o l l m e n t  g o a l s .  C o n v e r s e l y ,  d u r i n g  t h e  r e c r u i t i n g  c y c l e ,  
u s i n g  t h e  n u m b e r  o f  a p p l i c a t i o n s  r e c e i v e d  t o  d a t e  c o m p a r e d  t o  t h i s  p o i n t  l a s t  y e a r  i s  u s e d  t o  
R u n n i n g  A h e a d :  M e t r i c s  
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predict enrollment this year. In either case, the metrics use the past to predict the future. Specifi-
cally, the metric assumes that the ratio of enrollment to applications (or any stage of the recruit-
ment process) in the future entering class will be comparable to the same ratio at the same point 
in the recruiting cycle of one or more previous years, as shown in Equation 1. 
Equation 1: 
where 
Enri Enri- 1 
----:-:---x.. x. 1' !,] !- ,] 
Enr. = Enrollment in Year i 
I 
X= count of Inquiries, Applicants, Offers, Deposits 
z =year 
j = month within cycle 
So X . defines the count of prospective students at any stage of the recruitment process for 
I,) 
entering year i and at a particular point in time within the cycle, j. This can be for a particular 
sub-group of students or the entire entering class as required by the need of the institution and 
enrollment manager, and after careful analysis of the behavior of sub-groups as discussed later 
in this chapter. 
Planning for New Enrollment 
In the case study of CSU, "admissions reports" (counts of applicants, offers, deposits) were 
published at the first of each month for several years. Internal data also capture the number of 
inquiries each month. Table 1 shows the admissions counts for two groups of students for the 
past two years (completed) and the current year (incomplete) at selected points in time within 
the recruitment cycle. These counts are metrics in and of themselves when the past is compared 
to the current recruiting cycle. While this example is for an institution that has a rolling review 
process, the method of computing these metrics apply generally to any admissions processes, 
assuming the recruitment and admissions processes are relatively consistent from year to year. 
Working toward the enrollment target of 3,000 new students, new enrollment is broken 
down into sub-groups, with two groups of interest here: 2,400 Group 1 students and 180 
Group 2 students in addition to other groups. These goals were established after careful review 
of the demographics, recruiting pipeline and the institution's strategic plan. Before the class is 
recruited or begins to apply, the enrollment manager can determine how many inquiries, ap-
plicants, offers, and deposits are required each month to meet the goals, using the historical 
behavior of each group. Equation 2 shows the number of year i applications (one possible X) 
134 Running Ahead: Metrics 
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T a b l e  1 :  S e l e c t e d  M o n t h l y  A d m i s s i o n s  R e p o r t s  f o r  G r o u p  1  &  G r o u p  2 .  
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required in each month), based on the most recent enrollment cycle (i-1) as of each month). 
Applications can be substituted for any other stage in the recruitment cycle, X 
Equation 2: l- ,] (x.1.) Xi,j = Target_Enri * E-:------"'-
nri-1 
Alternatively, in some years the current recruiting cycle is more appropriately benchmarked 
by the recruiting cycle of 2 years ago (i-2), so that the count of any stage of the recruitment 
process (X) required to meet the enrollment target is shown in Equation 3. 
Equation 3: [- ,] (x.2.) Xi,j = Target_Enri * E-=-----"'-
nri-2 
Computing an average or weighted average of the past several years may be helpful since a 
multi-year average tends to smooth out year-specific differences and capture the underlying trend. 
Equation 4: r 
( Xi-1,j ) ( Xi-2,j ) ( Xi-3,j )1 
X _ T E w1 Enri-1 + w2 Enri- 2 + w3 Enri_3 i,j - arget_ nri * ( ) 
w1 +w2 +w3 
Determining the best weights (wl' w2' w3) can be done by testing various weights with 
complete data (such as predicting last year with the three prior years) to see what set of weights 
comes closest to predicting the actual )\_1,j. It is not necessary that each sub-group or month 
within the cycle use the same weighting scheme. Table 2 illustrates different weights and terms 
that describe those weights. In practice, the authors tend to start with a (2, 1, 1) weighted aver-
age that weights the most recent cycle twice as much as the previous two for each stage and point 
in time. These weights can serve as a baseline and the "reasonableness" discussion can examine 
alternative weighting schemes as appropriate. 
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U s i n g  C S U ' s  d a t a  p r o v i d e d  i n  T a b l e  1  f o r  t h e  t w o  p r e v i o u s  y e a r s ,  t h e  p l a n n i n g  e n r o l l m e n t  
m e t r i c s  ( " t h e  m a t h ' ' )  f o r  t h e  c u r r e n t  r e c r u i t i n g  c y c l e  c a n  b e  c o m p u t e d  f o r  e a c h  s t a g e  a n d  m o n t h  
o f  t h e  r e c r u i t m e n t  p r o c e s s ,  s h o w n  i n  T a b l e  3 .  R e c a l l  t h a t  t h e  G r o u p  2  e n r o l l m e n t  t a r g e t  i s  1 8 0  
s t u d e n t s  ( a n  i n c r e a s e  f r o m  1 3 7  t h e  p r e v i o u s  y e a r  a n d  1 4 9  t w o  y e a r s  p r i o r ) .  T h e  c a l c u l a t i o n s  
b e l o w  u s e  a  t w o - y e a r  w e i g h t e d  a v e r a g e  ( 2 ,  1 ,  0 ) :  
T a b l e  3 :  R e q u i r e d  c o u n t  o f  G r o u p  2  s t u d e n t s  t o  a c h i e v e  e n r o l l m e n t  t a r g e t =  1 8 0  a t  
e a c h  s t a g e  a n d  m o n t h  o f  t h e  r e c r u i t m e n t  c y c l e - " T h e  M a t h " .  U s i n g  a  
t w o - y e a r  w e i g h t e d  a v e r a g e  f o r  G r o u p  2  m e t r i c s .  
K n o w i n g  t h e  m a r k e t  f o r  G r o u p  2  h i g h  s c h o o l  s t u d e n t s ,  t h e  e n r o l l m e n t  m a n a g e r  r e a l i z e s  
t h a t  i n c r e a s i n g  t h e  i n q u i r y  p o o l  b y  1 , 5 0 0  t o  2 , 0 0 0  i s  n o t  f e a s i b l e .
1  
R e s o u r c e s  a n d  a d d i t i o n a l  
r e c r u i t i n g  e f f o r t s  w i l l  f o c u s  o n  i n c r e a s i n g  t h e  n u m b e r  o f  s i m i l a r l y  q u a l i f i e d  G r o u p  2  a p p l i c a n t s  
a n d  m a i n t a i n  t h e  o f f e r  a n d  y i e l d  r a t e s  w i t h  t h e  l a r g e r  p o o l  o f  a p p l i c a n t s .  T h e  m e t r i c s  p r o v i d e d  
t o  t h e  r e c r u i t i n g  s t a f f ,  s h o w n  i n  T a b l e  4 ,  a r e  t h e  m a x i m u m  n u m b e r  o f  i n q u i r i e s  f r o m  t h e  l a s t  t w o  
y e a r s  c o m b i n e d  w i t h  t h e  t w o - y e a r  w e i g h t e d  a v e r a g e  n u m b e r  o f  a p p l i c a n t s ,  o f f e r s ,  a n d  d e p o s i t s .  
T a b l e  4 :  R e q u i r e d  c o u n t  o f  G r o u p  2  s t u d e n t s  t o  a c h i e v e  e n r o l l m e n t  t a r g e t =  1 8 0  a t  
e a c h  s t a g e  a n d  m o n t h  o f  t h e  r e c r u i t m e n t  c y c l e  f o r  r e c r u i t m e n t  p l a n n i n g .  
1 .  T h e  d i s c u s s i o n  o f  m a r k e t  s h a r e  l a t e r  i n  t h i s  c h a p t e r  w i l l  p r o v i d e  a d d i t i o n a l  u n d e r s t a n d i n g  o f  h o w  a  p a r t i c u l a r  
s u b - g r o u p  o f  s t u d e n t s  w i t h i n  a  g e o g r a p h i c  r e g i o n  c a n  b e  e x a m i n e d  t o  m a k e  s u c h  a  d e c i s i o n .  
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Because the goal is to increase enrollment by increasing the number of applicants, it will be 
important to carefully watch the "offer rate = offers I applicants," another metric discussed later 
in this chapter. The overall goal of increased enrollment will not be accomplished if the growth 
in applicants is from students who are less likely to be admitted. 
As the recruitment process moves forward in time, the recruiting staff shifts focus to met-
rics further into the process as well (from Inquiries to Applicants to Offers to Deposits). The 
highlighted cells illustrate when the focus would shift to the next stage. Early in the recruiting 
cycle the most meaningful measure of Group 2 students is the number of inquiries. Once ap-
plications begin arriving in a sufficient number (November in the above table) the recruiters will 
watch both the number of inquiries and the number of applications received, but not offers. 
Generally, trying to generate more inquiries late in the recruitment cycle will have little impact 
on increasing enrollment, so it is important to make sure there are enough students at each stage 
of the sequence. 
Predicting New Enrollment 
Once the recruitment cycle is under way, comparing the actual counts of prospects to the met-
rics above will let the enrollment manager know if their campus is on track to meet the goal. 
However, it is also possible, using the same historical data and the current counts, to forecast 
enrollment. It may make more intuitive sense in some contexts to report the size of the incom-
ing class based on the applications in hand to-date and relative to past trends. In this situation, 
a basic forecast of enrollment this year requires three pieces of data: The number of applications 
received by a particular month, j, for the current year and the previous year, as well as census 
enrollment for the previous year, as shown in Equation 5. 
( Enri-1) Equation 5: Pred_Enri = Xi,j * x. . · 
t-1,] 
As before, the single year forecast can be based on data from any particular year (i-1, i-2, 
etc). Alternatively, it may be helpful to use the two or three most recent years simultaneously to 
forecast enrollment using an average and weighted average of several years of history. To com-
pute an average over the last three years, set all weights equal to 1. A weighted average might 
give more significance to the most recent year with 2 and the other two with a 1, as shown in 
Table 2. Since the recruitment process is continually changing both internally and externally, 
no single weighting scheme will be perfect. Building flexibility into the process, by having the 
weights appear as parameters in a spreadsheet that can be easily changed, allows several weight-
ing scenarios to be tested. 
Running Ahead: Metrics 
S t r a t e g i c  E n r o l l m e n t  M a n a g e m e n t :  T r a n s f o r m i n g  H i g h e r  E d u c a t i o n  
E q u a t i o n  6 :  
[  
(
E n r ·  )  ( E n r ·  )  ( E  
w  z - 1  +  z - z  n r i _ 3  
P r e d _ E n r ;  =  x , , j  •  
1  
X  i - l , j  W z  X  i - Z , j  +  w ,  X i  , . J  l  
( w l  +  W z  +  w 3 )  
A n y  s t a g e  o f  t h e  r e c r u i t m e n t  c y c l e  a n d  a n y  p o i n t  i n  t i m e  w i t h i n  t h e  c y c l e  c a n  b e  u s e d  t o  
f o r e c a s t  e n r o l l m e n t ;  h o w e v e r ,  i f  t h e  c o u n t s  a r e  t o o  s m a l l ,  t h e  e n r o l l m e n t  f o r e c a s t s  w i l l  b e  v e r y  
u n r e l i a b l e .  E a r l i e r  i n  t h e  r e c r u i t m e n t  c y c l e ,  e s p e c i a l l y  b e f o r e  a p p l i c a t i o n s  a r e  p r o c e s s e d ,  t h e  
n u m b e r  o f  i n q u i r i e s  i s  u s e d .  I n  M a r c h ,  A p r i l  a n d  M a y ,  l e a d i n g  u p  t o  t h e  n a t i o n a l  c a n d i d a t e s '  
r e p l y  d a t e ,  i s  o f t e n  a  p o i n t  w h e n  t h e  n u m b e r  o f  d e p o s i t s  s e r v e s  a s  t h e  b e s t  m e a s u r e  o f  p r e d i c t e d  
e n r o l l m e n t  o f  n e w  d i r e c t - f r o m - h i g h - s c h o o l  s t u d e n t s .  H o w e v e r ,  t r a n s f e r  s t u d e n t s  t y p i c a l l y  h a v e  a  
s h o r t e r  r e c r u i t m e n t  c y c l e ,  a s  m a n y  o f t e n  a p p l y  l a t e r  t h a n  n e w  d i r e c t - f r o m - h i g h - s c h o o l  s t u d e n t s  
- i n  A p r i l  t h r o u g h  J u l y  f o r  a n  A u g u s t  s t a r t .  C o m p a r i n g  t h e  a c t u a l  e n r o l l m e n t  f r o m  l a s t  y e a r  
w i t h  t h e  f o r e c a s t e d  e n r o l l m e n t  a t  v a r i o u s  p o i n t s  i n  t i m e  w i t h i n  t h e  p r e v i o u s  r e c r u i t i n g  c y c l e  w i l l  
s h o w  w h e n  t h e  f o r e c a s t  i s  m e a n i n g f u l .  
U s i n g  t h e  d a t a  f o r  A u g u s t  i n  T a b l e  1 ,  t h e  f o r e c a s t e d  G r o u p  1  e n r o l l m e n t  u s i n g  a  t w o - y e a r  
w e i g h t e d  a v e r a g e  ( 2 ,  1 ,  0 )  i s :  2 , 4 7 3  u s i n g  i n q u i r i e s ;  3 , 8 4 4  u s i n g  a p p l i c a n t s  a s  o f  A u g u s t ;  1 0 , 3 9 2  
u s i n g  o f f e r s ;  a n d  1 9 , 0 9 9  u s i n g  A u g u s t  d e p o s i t s .  T h e r e f o r e ,  a t  t h i s  p o i n t  i n  t h e  r e c r u i t m e n t  c y c l e  
t h e  i n q u i r y  a n d  a p p l i c a n t  n u m b e r s  w i l l  p r o v i d e  b e t t e r  d a t a  o n  w h i c h  t o  f o r e c a s t  e n r o l l m e n t .  
I t  i s  a l s o  i m p o r t a n t  t o  d e c i d e  ' i f  e n r o l l m e n t  f o r e c a s t s  w i l l  b e  m a d e  o n  t h e  e n t i r e  a p p l i c a n t  
p o o l  o r  i f  f o r e c a s t s  s h o u l d  b e  m a d e  o n  s u b - g r o u p s  a n d  t h e n  a d d e d  u p .  P o s s i b l e  s u b - g r o u p s  t o  
c o n s i d e r  a r e :  
•  N e w  d i r e c t  f r o m  h i g h  s c h o o l / n e w  t r a n s f e r s  
•  R e s i d e n t / n o n r e s i d e n t  ( f o r  p u b l i c  i n s t i t u t i o n s )  
•  L o c a l / r e g i o n a l / o u t  o f  s t a t e  
•  M a j o r  f e e d e r  h i g h  s c h o o l s  o r  c o m m u n i t y  c o l l e g e s  
•  M i n o r i t y / m a j o r i t y / s p e c i f i c  e t h n i c  g r o u p s  
•  A c a d e m i c  a b i l i t y  g r o u p s  
•  P e l l  e l i g i b l e  o r  e x p e c t e d  f a m i l y  c o n t r i b u t i o n  ( E F C )  r a n g e s  
•  G e n d e r  
•  C h o i c e  o f  c o l l e g e  ( w i t h i n  t h e  i n s t i t u t i o n )  o r  m a j o r  
•  T y p e  o f  f i r s t  c o n t a c t  w i t h  i n s t i t u t i o n  
•  N e w  d i r e c t  f r o m  h i g h  s c h o o l  s t u d e n t s  w i t h  c o l l e g e  c r e d i t  
A  s u b - g r o u p  s h o u l d  b e  c o n s i d e r e d  w h e n :  t h e r e  a r e  s i g n i f i c a n t  b e h a v i o r a l  d i f f e r e n c e s  i n  t h e  
r e c r u i t m e n t  p r o c e s s  ( e . g . ,  y i e l d  o f l o c a l  s t u d e n t s  i s  7 5 % ,  w h i l e  y i e l d  o f  r e g i o n a l  s t u d e n t s  i s  4 0 %  
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and out-of-state students is 20%); there are differences in retention or time to degree; or there 
is interest in a particular sub-population of students (e.g. the strategic plan includes increasing 
enrollment of Group 2 students). 
Behavioral differences can be identified by comparing several metrics. There are differences 
in the timing of students moving through the recruitment cycle. This can be measured by the 
cumulative percentage of applications (or other stages) received by a given point in time within 
the recruitment cycle. Using Table 1 and the data from "1 Year Back'' (Fall2011), it is observed 
that Group 1 had 78% of the inquiries in-house by August (9,502 of the 12,230), while Group 
2 only had 47% (2,899 of the 6,127) of the total inquiries in. Similarly, in November, 42% 
(I ,688 of the 4,039) of Group 1 applicants had applied, while 29% (229 of the 790) of Group 
2 students. 
Yield is a widely used and important metric to measure the effectiveness of the later stages of 
the recruiting cycle. Additionally, three other conversion measures can benchmark effectiveness 
of other stages of the recruitment process and are helpful in understanding differences across 
sub-groups. 
• Yield = Enroll/Offers 
• Application Rate = Applications/Inquiries 
• Offer Rate = Offers/ Applications 
• Deposit Rate= Deposit/Offers 
Table 5 shows conversion rates for Group 1 and Group 2 students in the "1 Year Back" (Fall 
2011) recruitment cycle. Splitting out Group 1 and Group 2 allows the significant differences in 
the final application rate (33% vs. 13%) and final deposit rate (64% vs. 21 o/o) to be considered 
separately. 2 Allowing for the differences in these rates across groups when building the enroll-
ment forecasts or planning metrics are particularly important when there are focused efforts to 
increase the pipeline and/or enrollment of specific groups, such as Group 2. 
While it may seem optimal to divide the population into several sub-groups, keep in mind 
that projecting several small groups will generally increase the error of the overall projection. There 
is a delicate balance of accounting for differences in behavior of the sub-groups and having 
sub-groups that are so small the projections become too volatile. Early in the recruiting cycle, 
fewer groups may be used and these sub-groups split later in the cycle when the counts of 
students are larger. 
2. "Census" percentages are highlighted, however, the differences go back through the recruitment process. 
Running Ahead: Metrics 
S t r a t e g i c  E n r o l l m e n t  M a n a g e m e n t :  T r a n s f o r m i n g  H i g h e r  E d u c a t i o n  
T a b l e s :  C o n v e r s i o n  R a t e s  f o r  G r o u p  1  a n d  G r o u p  2  s t u d e n t s  
S t a t i s t i c a l  m o d e l s  t h a t  p r e d i c t  t h e  p r o b a b i l i t y  o f  a n  i n d i v i d u a l  e n r o l l i n g  b a s e d  o n  i n d i v i d u a l  
c h a r a c t e r i s t i c s  a r e  c o m m o n  n o w ,  u s i n g  a p p r o a c h e s  s u c h  a s  P r o b i t  o r  L o g i s t i c  r e g r e s s i o n  m o d -
e l s  ( W o h l g e m u t h  1 9 9 7 ;  D e s J a r d i n s  e t  a l  2 0 0 6 ) .
3  
N e w  d a t a  m i n i n g  t e c h n i q u e s  a n d  p r o p e n s i t y  
s c o r i n g  m a t c h i n g  m o d e l s  a l s o  p r o v i d e  l i k e l i h o o d  o r  p r o b a b i l i t i e s  o f  e n r o l l i n g  ( G u o  a n d  F r a s e r  
2 0 1 0 ) .  I f  t h e  i n s t i t u t i o n  k n o w s  t h e  p r o b a b i l i t y  o f  e n r o l l i n g  f o r  e a c h  i n q u i r y ,  o f f e r ,  o r  d e p o s i t e d  
s t u d e n t ,  t h e n  a n  a d d i t i o n a l  m e t r i c  t o  w a t c h  i s  t h e  e x p e c t e d  e n r o l l m e n t  o r  s u m  o f  i n d i v i d u a l  
p r o b a b i l i t i e s  o f  e n r o l l i n g  w i t h i n  a  g r o u p .  I t  w o u l d  b e  i m p o r t a n t  t o  u p d a t e  t h e  i n d i v i d u a l ' s  
e n r o l l m e n t  p r o b a b i l i t y  a s  p r o s p e c t i v e  s t u d e n t s  p r o g r e s s  t h r o u g h  e a c h  s t a g e  i n  t h e  r e c r u i t m e n t  
p r o c e s s .  F o r  e x a m p l e ,  t w o  s t u d e n t s  m a y  h a v e  a  1 5 %  p r o b a b i l i t y  o f  e n r o l l i n g  a s  a n  i n q u i r y ,  b u t  
o n e  m a y  h a v e  a  4 0 %  p r o b a b i l i t y  o f  e n r o l l i n g  a s  a n  a p p l i c a n t  a n d  t h e  o t h e r  m a y  o n l y  h a v e  a  2 0 %  
c h a n c e  o f  e n r o l l i n g  a s  a n  a p p l i c a n t .  
M o v i n g  t o  t h e  n e x t  s t a g e  i n  t h e  r e c r u i t m e n t  p r o c e s s  i s  a  s i g n i f i c a n t  i n d i c a t o r  o f  i n t e r e s t  i n  
t h e  i n s t i t u t i o n .  U s i n g  a n  i n q u i r y  m o d e l  o r  p r o b a b i l i t y  f o r  a  s t u d e n t  o f f e r e d  a d m i s s i o n  d o e s  n o t  
t a k e  i n t o  c o n s i d e r a t i o n  t h e  s i g n i f i c a n t  s i g n a l  o f  i n t e r e s t  t h e  s t u d e n t  m a d e  i n  a p p l y i n g .  I t  i s  a l s o  
t r u e  t h a t  w i t h  e a c h  s u b s e q u e n t  s t a g e ,  t h e  i n f o r m a t i o n  a v a i l a b l e  i s  m o r e  d e t a i l e d  a n d  u s u a l l y  
m o r e  a c c u r a t e  ( e . g .  c o n s i d e r  t h e  w e a l t h  o f  i n d i v i d u a l  a n d  f a m i l y  i n f o r m a t i o n  c o n t a i n e d  i n  t h e  
F A F S A ) .  T h u s ,  i t  i s  i m p o r t a n t  t o  b u i l d  s e p a r a t e  m o d e l s  f o r  e a c h  s t a g e  o f  t h e  r e c r u i t m e n t  p r o c e s s  
t o  t a k e  f u l l  a d v a n t a g e  o f  t h e  a d d i t i o n a l  i n f o r m a t i o n .  
3 .  P a r t n e r s h i p s  w i t h  f a c u l t y  i n  d e p a r t m e n t s  s u c h  a s  E c o n o m i c s ,  S t a t i s t i c s ,  P s y c h o l o g y ,  o r  H i g h e r  E d u c a t i o n  
R e s e a r c h  a n d  E v a l u a t i o n  m a y  b e  a  w a y  t o  b u i l d  i n t e r n a l  m o d e l s  o f  t h e  p r o b a b i l i t y  o f  e n r o l l i n g .  
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Table 6: College Transition Matrix, Fall Census Year 1 to Fall Census Year 2 
YEAR2 
-< 
m )> 
;;o 
Predicting Continuing Enrollment 
Strategic enrollment management emphasizes total enrollment and includes the area of reten-
tion (Bontrager 2004a). As a result, enrollment managers are asked to provide predictions for 
total enrollment to compute tuition revenue and course demand. Well-established metrics that 
are used in this context include total enrollment, retention rates, continuation rates, and gradu-
ation rates. 
The next step, given the previous discussion of new student enrollment projections, is to 
predict continuing student enrollment based on previous year's data. This section describes a 
model of developing total enrollment forecasts that utilizes components that can also serve as 
metrics themselves. The formula used for predicting new students can be applied to continuing 
students, but now includes the complexity of dealing with the movement of students between 
departments/majors, or colleges, out of the institution, or on to graduation. 
Running Ahead: Metrics 
- <  
r n  
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S t r a t e g i c  E n r o l l m e n t  M a n a g e m e n t :  T r a n s f o r m i n g  H i g h e r  E d u c a t i o n  
Y E A R 2  
T h e  p r o j e c t i o n  o f  c o n t i n u i n g  s t u d e n t  e n r o l l m e n t  u s e s  t h e  " C o l l e g e  T r a n s i t i o n  M a t r i x . "  
T h i s  c o u n t s  e n r o l l m e n t  b y  c o m b i n i n g  m u l t i p l e  y e a r s  o f  d a t a  t o  t r a c k  s t u d e n t s  f r o m  o n e  y e a r  
t o  t h e  n e x t .  T h e  r o w s  o f  t h e  m a t r i x  s h o w  t h e  c o l l e g e  a n d  c l a s s i f i c a t i o n  ( f r e s h m a n ,  s o p h o m o r e ,  
j u n i o r ,  a n d  s e n i o r  b y  a c c u m u l a t e d  c r e d i t  h o u r s )  o f  s t u d e n t s  i n  t h e  b a s e  y e a r ,  w h i l e  t h e  c o l u m n s  
s h o w  t h e  s t a t u s  o f  t h e  s t u d e n t s  i n  t h e  s u b s e q u e n t  y e a r .  T a b l e  6  s h o w s  a  s a m p l e  c o l l e g e  t r a n s i t i o n  
m a t r i x  f o r  C S U ,  w h i c h  h a s  t h r e e  a c a d e m i c  c o l l e g e s .  
M u l t i p l e  y e a r s  o f  c e n s u s  e n r o l l m e n t  d a t a  a n d  d a t a  o n  g r a d u a t i n g  s t u d e n t s  c a n  b e  c o m b i n e d  
u s i n g  t h e  " V L O O K U P "  f u n c t i o n  i n  E x c e l  o r  u s i n g  a n a l y t i c a l  s o f t w a r e  t o o l s  s u c h  a s  S t a t a ,  S P S S ,  
o r  S A S .  T h e  d a t a s e t  c o n t a i n s  a  s i n g l e  r o w  p e r  s t u d e n t  e n r o l l e d  i n  e a c h  b a s e  y e a r .  C o l u m n s  o r  
v a r i a b l e s  i n c l u d e  b o t h  t h e  b a s e  y e a r  a n d  " n e x t  y e a r "  c h a r a c t e r i s t i c s  o f  e a c h  s t u d e n t  ( s u c h  a s  t h e  
c o l l e g e  a n d  m a j o r ,  c l a s s i f i c a t i o n ,  r e s i d e n c y  s t a t u s ,  o r  o t h e r  i m p o r t a n t  s t u d e n t  g r o u p  c l a s s i f i c a -
t i o n s ) .  T h e  s t a t u s  o f  t h e  n e x t  y e a r  w o u l d  b e  e i t h e r  e n r o l l e d ,  g r a d u a t e d ,  o r  n o t  e n r o l l e d  a n d  
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would be another column in the dataset. Once the data are compiled, the matrix can be created 
using simple pivot tables in Excel. 
Caution when selecting attributes to include in the matrix is once again important so that 
the size of the college transition matrix does not become too large. For example, if there are five 
colleges and four different classifications, the matrix is 20 rows x 22 columns (adding additional 
columns for graduating and not returning)-a total of 440 cells. The number of cells grows 
to 1,680 when residency (in-state or out-of-state) is added (40 x 42). Each additional variable 
increases the likelihood of error in the model. 
College transition matrices for the three most recent years are created. Next, the counts are 
turned into percentages that show the flow of students from one year to the next: 76 of the 632 
(12%) freshmen in College A remained as freshmen in College A, 65.6% (415 out of 632) of 
the freshmen in College A in the base year were classified as sophomores in College A. Creat-
ing the row percentages for each of the three previous fall-to-fall transitions allows a three year 
weighted average college transition matrix to be computed. 
Computing metrics (in this case enrollment forecasts by college and classification) using 
the college transition matrix three year weighted average percentages is simply applying the cell 
percentage to the observed base-year row totals from the most recent years. For example, if prior 
data shows 65.6% of the College A freshmen became College A sophomores, and there were 
690 College A freshmen in the current fall census, then the expected number of College A fresh-
men that will become sophomores is 453 = 65.6% * 690. Expected enrollment of continuing 
students by college and classification is the sum of the columns. 
Since adding variables to the model can increase the likelihood of error, consider both a 
forest and trees approach. The "forest" looks only at broad categories; for example, predicted 
enrollment by residency (in-state vs. out-of-state) and year in school without considering col-
lege. Then the "trees" looks at more detailed college-specific projections that can be tempered 
up or down to match the "forest" view. 
The versatility of this projection procedure can be applied to many different circumstances. 
A projection of course demand could be done by looking course enrollments for the past rwo or 
three years broken down by the students' year in school and whether they are new or continu-
ing. For example, if there are 3,000 new freshmen this year, and the weighted average of the past 
three years shows that 80% of new freshmen take English 101, the course demand for English 
101 from new freshmen can be calculated with reasonable accuracy to be about 2,400. Similar 
ratios would be needed for the continuing students enrolled in English 101, perhaps by year 
in school, in order to compute the total demand for the course. This process, of course, works 
best for high-demand courses and can fluctuate depending on changes in courses, program 
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S t r a t e g i c  E n r o l l m e n t  M a n a g e m e n t :  T r a n s f o r m i n g  H i g h e r  E d u c a t i o n  
r e q u i r e m e n t s ,  a n d  m a j o r s  s t u d e n t s  e n r o l l  i n .  F o r  e x a m p l e ,  a n  i n c r e a s e  i n  t h e  n u m b e r  o f  C h e m i -
c a l  E n g i n e e r i n g  m a j o r s  w i l l  i n c r e a s e  t h e  d e m a n d  f o r  a d v a n c e d  c h e m i s t r y  c o u r s e s  m o r e  t h a n  a  
c o m p a r a b l e  i n c r e a s e  i n  E n g l i s h  m a j o r s .  I t  i s  e s p e c i a l l y  u s e f u l  i n  c o u r s e  p l a n n i n g  w h e n  e n r o l l -
m e n t  i s  g r o w i n g  o r  s h r i n k i n g  b e c a u s e  c o u r s e  d e m a n d  w i l l  v a r y  f r o m  p a s t  e x p e r i e n c e .  
A n o t h e r  w a y  t o  p r e d i c t  n e w  a n d  c o n t i n u i n g  s t u d e n t  e n r o l l m e n t  u s i n g  t h e  a b o v e  m e t h o d s  i s  
t o  p r e d i c t  f i n a n c i a l  a i d  e x p e n d i t u r e s  w i t h i n  t h e  r e c r u i t m e n t  c y c l e .  I n s t i t u t i o n s  r o u t i n e l y  a w a r d  
m o r e  d o l l a r s  i n  f i n a n c i a l  a i d  t h a n  a r e  a v a i l a b l e  b e c a u s e  s o m e  p r o p o r t i o n  o f  t h o s e  s t u d e n t s  w i l l  
n o t  e n r o l l .  T h e  d o l l a r s  a w a r d e d  t o  p a r t i c u l a r  s u b - g r o u p s  a t  v a r i o u s  p o i n t s  i n  t i m e  t h i s  y e a r  a n d  
i n  p a s t  f i n a n c i a l  a i d  c y c l e s ,  c o m p a r e d  a g a i n s t  t h e  a c t u a l  a i d  d i s t r i b u t e d  a t  t h e  e n d  o f  t h e  a c a d e m -
i c  y e a r ,  i s  u s e d  t o  f o r e c a s t  h o w  m u c h  a i d  w i l l  b e  d i s t r i b u t e d  a t  t h e  e n d  o f  t h e  c u r r e n t  a c a d e m i c  
y e a r .  A d d i t i o n a l l y ,  d e v e l o p i n g  s e p a r a t e  f i n a n c i a l  a i d  f o r e c a s t s  b a s e d  o n  a d m i s s i o n  s t a t u s  ( o f f e r s  
a n d  d e p o s i t s  s e p a r a t e l y )  a t  e a c h  p o i n t  i n  t i m e  w i l l  i m p r o v e  t h e  a c c u r a c y  o f  t h e  m e t r i c s  u s e d  t o  
f o r e c a s t  f i n a n c i a l  a i d  e x p e n d i t u r e s .  W h e n  m u l t i - y e a r  f i n a n c i a l  a i d  c o m m i t m e n t s  a r e  m a d e  t o  
n e w  s t u d e n t s ,  t h e  f u t u r e  c o m m i t m e n t s  t o  c o n t i n u i n g  s t u d e n t s  c a n  b e  e s t i m a t e d  u s i n g  t h e  c o n -
t i n u a t i o n  d a t a ,  s i m i l a r  t o  t h e  c o l l e g e  t r a n s i t i o n  m a t r i x ,  f o r  e a c h  a w a r d .  
F o r  i n s t a n c e ,  s u p p o s e  a  f o u r - y e a r  a w a r d  i s  c o n t i n g e n t  u p o n  m a i n t a i n i n g  a  c e r t a i n  g r a d e  
p o i n t  a v e r a g e .  T h e  f o r e c a s t  o f  t h e  a w a r d  e x p e n d i t u r e s  t h i s  y e a r  c a n  b e  m a d e  u s i n g  t h e  n u m b e r  
o f  c u r r e n t  s t u d e n t s  a n d  t h e  r a t i o  o f  s t u d e n t s  t h a t  k e p t  t h e  a w a r d  f r o m  Y e a r  1  t o  Y e a r  2  i n  t h e  
p a s t .  S i m i l a r l y ,  t h e  c o n t i n u a t i o n  r a t e s  f o r  Y e a r  2  t o  Y e a r  3  a n d  Y e a r  3  t o  Y e a r  4  o f  t h e  a w a r d  w i l l  
h e l p  f o r e c a s t  t h e  e x p e n d i t u r e s  o n  t h i s  a i d  p r o g r a m .  S u b - g r o u p s  w i t h i n  f i n a n c i a l  a i d  f o r e c a s t s  c a n  
i n c l u d e  d a t a  f r o m  t h e  F A F S A  o r  t h e  i n s t i t u t i o n ' s  f i n a n c i a l  a i d  a p p l i c a t i o n  w h e n  i t  i s  a v a i l a b l e  
( s u c h  a s  P e l l  e l i g i b l e ,  E F C  g r o u p s ,  e t c . )  ( C o m p t o n  e t  a l .  2 0 1 0 ) .  
I t  i s  i m p o r t a n t  t o  r e m e m b e r  t h a t  t h e s e  p r o j e c t i o n s  a s s u m e  t h a t  b e h a v i o r  i s  c o n s i s t e n t  f r o m  
y e a r  t o  y e a r .  R a r e l y  i s  t h i s  t h e  c a s e .  T h e r e  a r e  u s u a l l y  c h a n g e s  t h a t  a n  i n s t i t u t i o n  m a k e s ,  s u c h  a s  a  
n e w  m a r k e t i n g  c a m p a i g n ,  n e w  o u t r e a c h  e v e n t s ,  c h a n g e s  i n  t u i t i o n  o r  a c a d e m i c  p r o g r a m s .  T h e r e  
a r e  a l s o  l o c a l ,  r e g i o n a l ,  n a t i o n a l ,  a n d  g l o b a l  c h a n g e s  i n  t h e  e c o n o m y  a n d  r e c r u i t i n g  e n v i r o n m e n t  
t h a t  i n f l u e n c e  t h e  e n r o l l m e n t  a n d  p e r s i s t e n c e  d e c i s i o n s  o f  s t u d e n t s  a n d  f a m i l i e s .  S y s t e m a t i c a l l y  
a d j u s t i n g  f o r  t h e  v a r i o u s  f a c t o r s  t h a t  c h a n g e  e a c h  y e a r  i s  b e y o n d  t h e  s c o p e  o f  t h i s  c h a p t e r .  I n  
p r a c t i c e ,  i t  m a y  n o t  b e  f e a s i b l e  t o  p r e d i c t  h o w  s t u d e n t s  w i l l  r e s p o n d  t o  a  n e w  c a m p a i g n  o r  a  
c h a n g e  i n  t h e  n a t i o n a l  e c o n o m y .  A s  m e n t i o n e d  p r e v i o u s l y ,  t h e  a u t h o r s  g e n e r a l l y  s t a r t  w i t h  
" t h e  m a t h "  b a s e d  o n  a  t h r e e - y e a r  w e i g h t e d  a v e r a g e  a n d  t h e n  g a t h e r  a  t e a m  o f  k n o w l e d g e a b l e  
a n d  e x p e r i e n c e d  e n r o l l m e n t  a n d  f i n a n c i a l  a i d  s t a f f  f o r  a  " r e a s o n a b l e n e s s "  d i s c u s s i o n .  T h i s  t e a m  
m a y  m a k e  a d j u s t m e n t s  t o  " t h e  m a t h "  t h a t  a c c o u n t  f o r  t h e  o b s e r v e d  c h a n g e s  t h a t  i n f l u e n c e  t h e  
r e c r u i t i n g  p r o c e s s ,  y i e l d  o f  f i n a n c i a l  a i d ,  a n d  e n r o l l m e n t  d e c i s i o n s  y e a r  t o  y e a r .  
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USING METRICS IN THE STRATEGIC PLANNING PROCESS 
In addition to being useful for planning enrollment, metrics are also used to measure progress 
toward long-term goals, such as the institution's strategic plan. Let's return to CSU. 
During CSU's strategic planning process, two enrollment goals surfaced. The first was to 
increase the enrollment of Group 2 students by 1 Oo/o. The second was to increase the four-year 
graduation rate by 5%. 
To provide input into the strategic planning process on the first issue, CSU enrollment 
researchers began with a study of the potential market share of Group 2 students. The metric 
"market share" is the ratio of the number of students in a group that enrolled relative to the 
overall population of students. When computing the market share, enrollment managers need 
to take time to accurately define the population of students. 
Suppose CSU enrolled 2,200 stu-
dents from their local region and that 
the population can be split into dis-
tinct groups based on student char-
acteristics of 2,000 Group 1 and 200 
Group 2 students, shown in Table 7. 
Some specific examples include the 
student's eligibility for one or more 
of the Federal TRIO programs which 
broadly defined are: first-generation 
students (neither parent has a 4-year 
college degree), from low-income 
families4, or under represented ethnic minorities. Other groups might be academic ability-based 
or composed of nationally recognized students, such as national merit scholars. Independent of 
the characteristics used to form the groups, the small number of enrolled Group 2 students is 
the reason behind the interest of the strategic planning committee. 
Using data from the State Department of Education on high school graduates by district, 
CSU researchers were able to determine that the number of last year's high school graduates 
from the region was 30,000. Additional data provides an approximation of student characteris-
4. The authors have not found a well-accepted definition of"low-income." Common measures include Pel! Eli-
gible or an income that is one to two times the federal poverty level for a given family size. 
Running Ahead: Metrics 
S t r a t e g i c  E n r o l l m e n t  M a n a g e m e n t :  T r a n s f o r m i n g  H i g h e r  E d u c a t i o n  
t i c s .  T h e  r e s u l t s  s p l i t  t h e  g r a d u a t i n g  c l a s s  i n t o  a p p r o x i m a t e l y  2 6 , 5 0 0  s t u d e n t s  i n  G r o u p  1  a n d  
3 , 5 0 0  i n  G r o u p  2 .  A s  s h o w n  i n  T a b l e  7 ,  C S U ' s  m a r k e t  s h a r e  o f  t h e  h i g h  s c h o o l  g r a d u a t e s  w a s  
7 . 5 %  f o r  G r o t i p  1  a n d  5 . 7 %  i n  G r o u p  2 .  
D i g g i n g  d e e p e r  i n t o  t h e  d a t a ,  u s i n g  t o o l s  s u c h  a s  A C T ' s  E n r o l l m e n t  I n f o r m a t i o n  S e r v i c e s  
( E I S )  o r  t h e  C o l l e g e  B o a r d ' s  E n r o l l m e n t  P l a n n i n g  S e r v i c e  ( E P S ) ,  t h e  r e s e a r c h e r s  w e r e  a b l e  t o  
d e t e r m i n e  t h a t  1 8 , 0 0 0  l o c a l  s t u d e n t s  t o o k  t h e  A C T  t e s t ,  w h i c h  i s  a  f a c t o r  i n  t h e  a d m i s s i o n s  
d e c i s i o n  a t  C S U  a n d  o t h e r  s c h o o l s  w i t h i n  t h e  s t a t e .  B o t h  o f  t h e s e  t o o l s  p r o v i d e  d e t a i l e d  i n f o r -
m a t i o n  o n  t h e  p o p u l a t i o n  o f  t e s t  t a k e r s ,  s o  t h a t  a n  a p p r o x i m a t e  s p l i t  b y  G r o u p  1  a n d  2  c a n  b e  
d e t e r m i n e d  ( 1 6 , 4 6 0  a n d  1 , 4 4 0 ,  r e s p e c t i v e l y ) .  N o t i c e  t h a t  6 2 %  o f  G r o u p  1  h i g h  s c h o o l  g r a d u -
a t e s  t o o k  t h e  A C T  t e s t  ( 1 6 , 5 6 0 / 2 6 , 5 0 0 )  a n d  o n l y  4 1  o / o  o f  G r o u p  2  h i g h  s c h o o l  g r a d u a t e s  ( 1  , 4 4 0  
I  3 , 5 0 0 ) .  B e c a u s e  o f  t h e  d i f f e r e n c e s  i n  t h e  s t u d e n t s '  c h o i c e  t o  t a k e  t h e  e x a m ,  C S U ' s  m a r k e t  s h a r e  
o f  G r o u p  2  t h a t  a r e  s e e k i n g  t o  e n t e r  a  c o l l e g e  l i k e  C S U  ( s i g n a l e d  b y  t a k i n g  t h e  A C T  o r  S A T )  i s  
m o d e s t l y  h i g h e r  f o r  G r o u p  2  s t u d e n t s  ( 1 3 . 9 %  f o r  G r o u p  2  v s .  1 2 . 1  o / o  f o r  G r o u p  1 ) .  
F i n a l l y ,  u s i n g  t h e  E I S  o r  E P S  t o o l s ,  t h e  r e s e a r c h e r s  e n t e r e d  m i n i m u m  a c a d e m i c  c r e d e n t i a l s  
t o  b e  o f f e r e d  a d m i s s i o n  a n d  d o c u m e n t e d  t h a t  " t h e  p o p u l a t i o n "  o f  a d m i s s i b l e  s t u d e n t s  w a s  r e -
d u c e d  t o  1 1 , 0 0 0  ( s p l i t  1 0 , 3 4 0  a n d  6 6 0 ) .  S i m i l a r  t o  a b o v e ,  6 2 %  o f  t h e  G r o u p  1  s t u d e n t s  t h a t  
t o o k  t h e  t e s t  w o u l d  m e e t  m i n i m u m  a c a d e m i c  s t a n d a r d s  ( 1 0 , 3 4 0 / 1 6 , 5 6 0 )  c o m p a r e d  t o  4 6 %  o f  
G r o u p  2  s t u d e n t s  ( 6 6 0 / 1 , 4 4 0 ) .  T h e  m a r k e t  s h a r e  o f  G r o u p  2  s t u d e n t s  w h o  t o o k  t h e  t e s t  a n d  
m e e t  m i n i m u m  s t a n d a r d s  f o r  a d m i s s i o n  i s  3 0 . 3 %  c o m p a r e d  t o  1 9 . 3 %  f o r  G r o u p  1  s t u d e n t s .  
T h u s ,  t h e  m a r k e t  s h a r e  o f  G r o u p  2  s t u d e n t s  w h o  a r e  a d m i s s i b l e  t o  C S U  i s  1 1  p e r c e n t  h i g h e r  
t h a n  G r o u p  1  s t u d e n t s .  
T h i s  d a t a  w a s  u s e d  t o  s h i f t  t h e  f o c u s  o f  t h e  s t r a t e g i c  p l a n  a w a y  f r o m  s i m p l y  g r o w i n g  e n r o l l -
m e n t  o f  G r o u p  2  s t u d e n t s  t o  a  m u c h  l a r g e r  a n d  l o n g e r  t e r m  v i s i o n  o f  i n c r e a s i n g  t h e  p i p e l i n e  
o f  G r o u p  2  s t u d e n t s  i n  t h e  l o c a l  a r e a .  T h i s  c a n  b e  a c c o m p l i s h e d  b y  p a r t i c i p a t i n g  i n  d i s c u s s i o n s  
w i t h  p o l i c y  m a k e r s  a n d  p r a c t i t i o n e r s  a t  s e c o n d a r y  s c h o o l s  a s  w e l l  a s  c o n d u c t i n g  r e s e a r c h  t h a t  
s e e k s  t o  e x p l a i n  t h e  d i f f e r e n c e s  i n  c o l l e g e  g o i n g  b e h a v i o r  o f  t h e  t w o  g r o u p s .  
O p e r a t i o n a l  M e t r i c s  C a s e  S t u d y :  A c a d e m i c  P r o g r e s s  
A n o t h e r  g o a l  o f  t h e  C S U  s t r a t e g i c  p l a n  w a s  t o  r a i s e  t h e  f o u r - y e a r  g r a d u a t i o n  r a t e  f r o m  6 5 %  t o  
7 0 % .  T h e  s t r a t e g i c  p l a n n i n g  c o m m i t t e e  r e c o m m e n d e d  i m p r o v i n g  t h e  o n e - y e a r  r e t e n t i o n  r a t e s  
a s  t h e  m e a n s  o f  i m p r o v i n g  t h e  g r a d u a t i o n  r a t e .  T a b l e  8  b e l o w  s h o w s  t h e  a c t u a l  r e t e n t i o n  a n d  
f o u r - y e a r  g r a d u a t i o n  r a t e s  f o r  C S U .  I n  t h i s  y e a r  t h e r e  w e r e  1 , 0 0 0  s t u d e n t s  i n  t h i s  c o h o r t :  8 5 %  
w e r e  r e t a i n e d  o n e  y e a r  a n d  6 5 %  g r a d u a t e d  w i t h i n  f o u r  y e a r s .  I n  o r d e r  t o  d e t e r m i n e  w h a t  w o u l d  
n e e d  t o  b e  d o n e  t o  i m p r o v e  t h e  f o u r - y e a r  g r a d u a t i o n  r a t e  b y  5 % ,  t h e  C S U  e n r o l l m e n t  r e s e a r c h -
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ers calculated the year to year "Continuing Ratio." This is the percent of students retained from 
one year to the next. For example the continuing ratio for two-year retention is 800/850 (as 
opposed to the retention rate which is 800/1,000). 
Table 8. Retention and Four-Year Graduation Rates at CSU 
The one year continuation ratio makes it possible to begin doing calculations and simula-
tions to determine the change in retention rates needed to get to the desired four-year gradu-
ation rate. In this case, an increase of 6.5% is needed in the one year retention rate in order to 
achieve a 70% four-year graduation rate (Table 9). This is assuming, of course, that the students 
that have been retained in the first year continue to be retained through to graduation at the 
same rate as the current cohort. In helping the committee understand a 6.5% increase in the 
one-year retention rate, it was pointed out that CSU initially lost 150 students in the first year 
(1 ,000 - 850 = 150). In addition, 6.5% of 1,000 is 65, so CSU must keep 43% of those who 
initially left (65 I 150). It will take a significant campus wide effort to keep nearly half of the 
students that usually do not return for their second year at CSU. Thinking of changes in reten-
tion in terms of the percent of initialleavers who have to be retained is a useful exercise to help 
set realistic strategic goals for retention and graduation and to understand the resources required 
to accomplish those goals. 
Table g: Retention Rates Needed to Achieve a 
Cohort retention and graduation rates metrics are common and the standard for federal 
Running Ahead: Metrics 
S t r a t e g i c  E n r o l l m e n t  M a n a g e m e n t :  T r a n s f o r m i n g  H i g h e r  E d u c a t i o n  
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for the several years at the university as well as broken down by academic units provide a way to 
measure the progress of each unit toward achieving the institution's goals. 
Developing and Supporting a "Metric-Centered" Organization 
This chapter has primarily focused on "how" to develop enrollment management metrics. How-
ever, for institutions that are just beginning to create a "data-driven" culture, it is important to 
address the questions of"who", "what", "when" and "where." 
"Who will develop the metrics? In many instances the first hurdle in the development of 
metrics is to figure out who will be responsible for developing the metrics and providing the 
data to support the metrics. Who at your institution possesses the ability to develop and analyze 
metrics? Does this person have adequate time to devote to this task? In what area of the institu-
tion is this person located? 
Given the increasing need and reliance on data in decision making, some institutions 
have created positions within the Office of Admissions, Registrar, and/or Financial Aid that 
are focused on analyzing data and metrics. This is perhaps the most ideal situation in that it 
symbolizes the importance of using data in decision making. It also allows for more seamless 
communication and integration between the data, research, and the individuals who utilize the 
data. However, if institutions do not have the ability to hire full-time staff within the enrollment 
management area, they may partner with other colleagues across campus. Staff members in the 
Office of Institutional Research or faculty or graduate students in areas such as statistics, eco-
nomics, psychology, mathematics, business or education can provide expertise and assistance in 
developing metrics. If an institution has the luxury of having more than one individual devoted 
to enrollment research and metrics, access to data is even more important. This includes the IT 
systems that allow shared access to stored files and standardized naming conventions for data 
files and variables. It is also very helpful to have a common set of analytical software tools that 
the team agrees to use. Most importantly, it requires a shared understanding and knowledge of 
the various data elements and data structures. 
"What data is needed to create metrics? The previous discussions of metrics assume that 
institutions have easy access to usable data. This is not always the case. Although institutions 
collect a significant amount of data, it is not always easily extracted from the database or the 
data is captured in a way that is not easily interpreted. Not all data may be housed in the same 
place. Institutions may have one database for their student enrollment records, another place 
for transcript data, and yet another for their financial aid data. Most enrollment management 
decisions require information related to all three areas bur one person may not have access to 
Running Ahead: Metrics 
S t r a t e g i c  E n r o l l m e n t  M a n a g e m e n t :  T r a n s f o r m i n g  H i g h e r  E d u c a t i o n  
a l l  o f  t h e  n e c e s s a r y  d a t a .  A l t e r n a t i v e l y ,  a  p e r s o n  m a y  h a v e  a c c e s s  t o  d i f f e r e n t  d a t a  s e t s  b u t  t h e  
d a t a  a r e  s t o r e d  i n  d i f f e r e n t  f o r m a t s  w h i c h  m a k e  i t  d i f f i c u l t  t o  c o m b i n e  i n t o  o n e  l a r g e r  d a t a  s e t .  
B e f o r e  m e t r i c s  c a n  b e  d e v e l o p e d ,  a  s i g n i f i c a n t  a m o u n t  o f  t i m e  n e e d s  t o  b e  d e d i c a t e d  t o  t h e  b a s i c  
y e t  c r i t i c a l  t a s k  o f  g a t h e r i n g  d a t a  a n d  e n s u r i n g  t h a t  t h e  d a t a  i s  a c c u r a t e  a n d  c o n s i s t e n t  a c r o s s  
d i f f e r e n t  d a t a b a s e s .  K e e p  i n  m i n d  t h a t  a l l  d a t a  g a t h e r i n g  p r o g r a m s  ( o r  q u e r i e s )  m u s t  b e  r e - r u n  
a n d  s a v e d  o n  a  r e g u l a r  s c h e d u l e ,  s u c h  a s  w e e k l y  o r  m o n t h l y  s n a p s h o t s .  C u r r e n t  a n d  h i s t o r i c a l  
d a t a  n e e d  t o  b e  a c c e s s i b l e  t o  t h e  i n d i v i d u a l ( s )  w o r k i n g  o n  t h e  m e t r i c s .  
W h e n  w i l l  m e t r i c s  b e  a v a i l a b l e ?  M e t r i c s  r e q u i r e  t h e  u s e  o f  p a s t  d a t a .  T h e r e f o r e ,  i n s t i t u -
t i o n s  t h a t  a r e  j u s t  b e g i n n i n g  t o  c o l l e c t  d a t a  n e e d  t o  r e c o g n i z e  t h a t  i t  w i l l  n o t  b e  p o s s i b l e  t o  
d e v e l o p  u s a b l e  m e t r i c s  u n t i l  t h e  f o l l o w i n g  y e a r .  T h i s  i s  n o t  a l w a y s  t h e  i d e a l  s i t u a t i o n  w h e n  o n e  
i s  i n t e r e s t e d  i n  m a k i n g  d e c i s i o n s  " n o w "  b u t  u n f o r t u n a t e l y  t h e r e  i s  n o  o t h e r  s u b s t i t u t e  f o r  t i m e  
w h e n  h i s t o r i c a l  r e c o r d s  a r e  n o t  a c c e s s i b l e .  
W h e r e  w i l l  m e t r i c s  b e  u s e d ?  W h e n  d a t a  b e c o m e s  a c c e s s i b l e  a n d  s o m e o n e  i s  i d e n t i f i e d  w h o  
c a n  a n a l y z e  t h e  d a t a ,  i t  i s  o f t e n  e a s y  t o  w a n t  t o  c o n t i n u e  t o  e x p a n d  t h e  n u m b e r  a n d  c o m p l e x i t y  
o f  m e t r i c s .  A  s i m p l e  e n r o l l m e n t  p r o j e c t i o n  m e t r i c ,  f o r  e x a m p l e ,  m a y  b e  e x p a n d e d  t o  i n c l u d e  
e n r o l l m e n t  m e t r i c s  b y  g e n d e r ,  b y  r a c e ,  b y  r a c e  a n d  g e n d e r ,  b y  a c a d e m i c  m a j o r ,  b y  f i n a n c i a l  n e e d ,  
b y  a c a d e m i c  m a j o r  a n d  f i n a n c i a l  n e e d ,  e t c . ,  e t c .  W h i l e  s o m e  m e t r i c s  m a y  b e  i m p o r t a n t ,  t o o  
m a n y  m e t r i c s  w i l l  b e  c o n f u s i n g  a n d  t h e r e f o r e ,  c o u n t e r p r o d u c t i v e .  S i m p l y  b e c a u s e  y o u  h a v e  t h e  
a b i l i t y  t o  c r e a t e  a n o t h e r  m e t r i c  d o e s  n o t  m e a n  t h a t  i t  i s  u s e f u l  t o  d o  s o .  K e e p  i n  m i n d  w h e r e  t h e  
m e t r i c s  w i l l  b e  u s e d  a n d  r e s i s t  t h e  t e m p t a t i o n  t o  c r e a t e  m e t r i c s  t h a t  w i l l  n o t  b e  u s e f u l :  C a n  t h i s  
m e t r i c  h e l p  s t a f f  i n  t h e  O f f i c e  o f  A d m i s s i o n s  i m p a c t  e n r o l l m e n t ?  W i l l  a c a d e m i c  a f f a i r s  a d m i n i s -
t r a t o r s  u s e  t h i s  m e t r i c  t o  m a k e  d e c i s i o n s  r e g a r d i n g  c o u r s e  a v a i l a b i l i t y ?  F o c u s i n g  o n  t h e  q u e s t i o n s  
t h a t  m e t r i c s  a r e  i n t e n d e d  t o  a n s w e r  w i l l  o p t i m i z e  t h e  t i m e  a n d  r e s o u r c e s  u s e d  f o r  m e t r i c s  a n d  
c r e a t e  u s e f u l  a n d  u s a b l e  m e t r i c s .  
C O N C L U S I O N :  M E T R I C S  A R E  D R I V E N  B Y  D A T A  
T h e r e  i s  n o  s h o r t a g e  o f  m e t r i c s .  B y  w a y  o f  s u m m a r y ,  F i g u r e  1  s h o w s  m e t r i c s  f o r  v a r i o u s  s t a g e s  
o f  t h e  r e c r u i t m e n t  a n d  e n r o l l m e n t  p r o c e s s  f r o m  m a r k e t  s h a r e  t o  c o n v e r s i o n  r a t e s  f r o m  o n e  s t a g e  
t o  t h e  n e x t .  T h e  c h a r t  i l l u s t r a t e s  t h e  v a r i o u s  m e a s u r e s  u s e d  t o  p l a n  f o r  a n d  p r e d i c t  e n r o l l m e n t  
b y  e x a m i n i n g  c o h o r t  r e t e n t i o n  r a t e s  a n d  y e a r  t o  y e a r  c o n t i n u a t i o n  r a t e s ,  a n d  f i n a l l y  t h e  c o h o r t  
g r a d u a t i o n  r a t e  a n d  t i m e  t o  d e g r e e .  T h i s  c h a r t  i d e n t i f i e s  t h e  s t a r t  a n d  e n d  p o i n t s  u s e d  f o r  e a c h  
m e t r i c  a n d  e n a b l e s  e n r o l l m e n t  m a n a g e r s  t o  c o m p a r e  t r e n d s  o r  u s e  b e n c h m a r k s  a t  s p e c i f i c  p o i n t s  
w i t h i n  t h e  c y c l e  t o  p r e d i c t  t h e  f i n a l  e n r o l l m e n t  c o u n t s .  
R u n n i n g  A h e a d :  M e t r i c s  
1 5 1  
Strategic Enrollment Management: Transforming Higher Education 
Figure 1: Conversion Metrics 
Financial Aid: Paying the Bills 
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Note that no metric spans from recruitment stages through initial enrollment to retention 
or graduation. While it is true that admissions officers are asked to recruit students that will be 
academically successful, it is not reasonable to benchmark the one-year retention rate of stu-
dents offered admission because only those that enroll have any chance of being retained one 
year out. Similarly for graduation, any metric beyond the initial enrollment is conditional on 
enrolling and must start there. 
Because metrics are based on observed data, this chapter has highlighted the importance of 
data driven decision making in SEM. Having access to data from each unit under the enroll-
ment management area is critical-including data from admissions, orientation, financial aid 
and office of the registrar. A key ingredient in any metric is data-whether it is historical data, 
trend data, academic quality, or current counts. You cannot determine where you are today 
without having some benchmark to compare against. These data points become part of the 
enrollment management "GPS"-they provide information on where you are, where you are 
going, and what else you need to do so that you reach your destination. 
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